Foopthill Transis

January 28, 2011

To: Executive Board

Subject: Transit Access Pass (TAP) Six Month Evaluation Summary

Recommendation
Provide direction regarding Foothill Transit’s ongoing involvement in the TAP Program.

Analysis

It has been six months since the Executive Board directed staff to track the list of TAP
critical issued approved by the Executive Board. This will be the final status report as
directed by the Executive Board updating the ten TAP critical items. Eight of the ten
items have been completed and two are substantially complete. Staff will continue to
work with Metro staff to fully resolve the two remaining items. The ten items were
classified into four categories and are summarized below with their status:

Status
Category Closed Open Total
1)} Equipment/Maintenance/Reporis 2 1 3
2} System Modifications 4 1 5
3} Regional Business Rules 1 1
4} Fare Media 1 1

Schedule A, Foothill Transit’s “Status Report on TAP Critical Items” is attached and
summarizes the progress, activity and status of each item.

Items 1,2,4,5,6, 7, 8 and 10 are closed and are included in the project status report
below. Of the remaining two items, ltems 3 and 9 staff will continue to work with Metro
staff to resolve these outstanding issues.

EQUIPMENT/MAINTENANCE/REPORTS

1) Reconclile Farebox Revenues to the NextFare System

Originally Foothill Transit was unable to reconcile the cash collected to the NextFare
Reports. It was determined that maintenance, lack of and farebox setups were at the
heart of these discremicies. Foothill Transit worked with the contractors to locate
needed maintenance and furnished additional training on how to setup the fareboxes. A
cashbox audit reconciling the actual cash collected o the NextFare reports was then
completed. The resulis were within product specifications {plus or minus .3 percent).
Foothill Transit has completed subsequent reviews/audits with results also within the
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products specifications. This item was closed during August 2010
2) Security:

The NextFare software allowed bus operators to accept money (one dollar bills) by
using an override function (Force $1). The function would force the currency validator
to accept whatever was paced in the currency validator as a one dollar bill. In the event
it was not a one dollar bill the bus operator effectively created money. The NextFare
system did not allow for a method to track the use of this function. A report was
prepared allowing Foothill Transit to track the “Force $1” usage thereby allowing Foothill
Transit the ability to monitor the usage and adding accountability for its use. This item
was closed during July 2010

3) Hummingbird Interface:

Foothill Transit sent a report to Metro detailing the needed modification to improve the
functionality of the Hummingbird reports. The report detailed the filters and or options
that are not applicable to Foothill Transit’s operations. The report also requested
definitions of various filters to determine if in fact they were applicable to Foothill Transit.
A complete review was completed and a second letter was sent on August 8, 2010
clarifying the unneeded filters and requesting additional information on others. Item 3
remains open, however staff will continue to work with Metro staff to reach a satisfactory
resolution.

SYSTEM MODIFICATIONS

4) Agency Separation:

Cubic has given Metro a rough order of magnitude estimate of $150,000 as the cost for
a solution. Metro is currently in discussions with Cubic and has indicated that this will
likely be advanced as a regional issue and not an issue specific to Foothill Transit. It
was felt that other agencies would require agency separation making this a regional
item to be funded by the region. The item is substantially closed; Metro has indicated
the agency separation system modification will be regionally funded.

5) Handheld Validators (HHVs):

Metro has loaned Foothill Transit five Mobile Phone Validators (MPV) for testing. Our
Safety and Security team has tested the MOVs in the field resulting with satisfactory
results. The Safety and Security officers were able to read TAP cards and determine
their validity on each of our lines and types of service. The MPVs would indicate a
green screen when a TAP card had the appropriate fare media and was tapped on the
bus they were on. A red screen was an indication of invalid media or valid media, but
the customer did not tap on the farebox. In the latter case the customers were directed
to tap on the farebox. The MPVs allowed the Safety and Security office to determine
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when the fare media was invalid or the customer had valid fare media and just forgot to
tap. This item is closed.

6) Farebox Stalls:

During the initial testing of the farebox a system defect was discovered that caused the
farebox to stall for 40 plus seconds. This occurred after completing a sequence of key
strokes (entries) stopping all transactions. A software modification was received, tested
by Foothill Transit and then subsequently pushed out to the entire fleet. However the
software modification created a need for an additional report to monitor the use of the
“Short Fare” function key. A report was made available through LA Dispatch to monitor
the “Short Fare” usage. This item was closed during August 2010

7) Updates/Changes/Modifications to the System:

The NexiFare system did not allow Foothill Transit the ability to make changes/
modification to its fare structure. This was a departure from the current system where
Foothill Transit was able make these change when needed and assure the changes
were correct before roliing them out to the entire system. Metro established a
process/procedure to allow changes/modification to be fo an agency’s fare tables.
These procedures allowed for timely changes/modifications that are easily monitored.
The process includes approvals/authorization by both Metro and the agency
accompanied with back-up documentation supporting the requested changes and the
final results. This item is closed.

8) Notification of Software configuration changes:

This item is addressed with the completion of item 7above. The process/procedures
established in item 7 are 1o be followed for any and all changes whether initiated by
Foothill Transit or the region. As stated previously all changes/modification will be
approved by each effected agency and Metro and include back-up documentation
supporting the requested changes and final results with appropriate approvals. This
item is closed.

REGIONAL OPERATING RULES

9) Electronic TAP Transfers:

The Regional Operation rules have been completed and are scheduled to be presented
to the all the General Managers at the next General Manager's meeting (Municipal
Operators and Metro). At this meeting the Regional TAP Operating Rules were to be
adopted/ratified by the agencies that are committed to the regional TAP program. The
next step to implement a regional TAP fare program will be for the agencies that
adopted/ratified the Region Operating Rules to prepare regional policies to fully
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implement the TAP program. This next step will be required to fully implement a
regional program. The regional policies will address the working relationship between
committed agencies including the issuance and acceptance of transfers. Staff will
continue to work with Metro and other agencies committed to the TAP program to
establish the regional TAP policies. This item is open, but with the adoption/ratification
of the Regional TAP Operating Rules the region is one step closer to a regional TAP
program.

FARE MEDIA

10) Proof of Payment:

Metro has completed the purchase of Limited Use TAP cards which may be used for
proof of payment on our Silver Streak service. Reinstatement of rear door boarding on
Silver Streak requires “proof of payment” that can be verified by Foothill Transit’s Safety
and Security team. This process could be accomplished by issuing cash customers a
Limited Use TAP card containing their purchased fare transaction that can subsequently
be reviewed by our Safety and Security team using MPVs. Metro believes ali the
needed parts to successfully implement “proof of payment “are available allowing
Foothill Transit the option o implement rear door boarding if desired. In the event
Foothill Transit would like to re-establish rear door boarding, it may be best after the
Regional TAP Policies are adopted to reduce the impact on our customer. This item is
closed.

Summary

The ten critical TAP items that were to be resolved over a six month period have been
substantially completed. Eight of the items have been resolved and staff will continue to
work with Metro to complete the two outstanding items. [t is believed the agencies
committed to TAP will be able to move forward to establish regional policy because the
agencies NOT committed to TAP will no longer be part of the decision making.

Doran J. Barnés—
Director of Finance Executive Director

Attachment
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Foothill Transit List - Critical Operational ltems

Schedule A

““Translated to Measureable Objectives’and

Status Narrative:

3. Hu?nmingbird Report Interface: The repén shouid not list | Remove dptions and or variables lhat are not
opticns and/or variables that are not available/applicable to available/applicable to Foothill Transit from the
Foothill Transit. Also, several reporls have data that is not Hummingbird report generator by working with

clear descriptions/column headings they are not. Metro will participants unused functions.
work with its contractors (AGS and or Gubic) to determine the
abiiity to eliminate these options/variables from drop-down
menus.

4. Agency Separahon The eiimination of agency separation | Separate and restrict access to contractor data

irt the fare collection system removes the ability of each of such as coach operator's information, coach
Foothill Transit's operations contractors to maintain their own  |information, and maintenance information by
data without being able to view and/cr modify the other assisting Foothill in getting cost estimates for

contractor's data. alternatives solutions,

T Mune: report addressmg a!l requuremems inclided :Future:

oM 2r hourtumaround

easily discernable. While these reports may be helpful, withaut |the contractor to ascertain the ability to “grey out”

Since the last Executive Board Meeting Foothill Transit sent a report to Metro detailing the
needed modification to improve the functicnality of the Hummingbird reports. This
included neaded descriptions and the elimination of filters and options not applicable to
Foothill Transit's operations. We have received a reply addressing most of the listed
congerns. A complete review has not been completed

A reply {o the previculy sent report was received and reviewed. After review was
completed, a second letter was sent to clarify our desire 1o remove the unneeded filters
and request clarification on others.

ltem 3 remains, apen however staﬂ wnl cont nuE to work wnh Mezro staﬁ 1o, reach a sausiacmry

Metro staff has contacted contractor regarding this issue. Vendor is preparing Rough
Crder of Magnitude proposal as to what would be required to effectuate this change.

Metro has received ROM from Cubic in the order of $150,000, Discussion needs to
proceed with Foothill staff on how 1o progress with this em,

50%
Complete

6/25/2010

713072010

8/27/2010

9/24/2010

11752010

6/25/2010

713012010
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Schedule A

. Foothill List

Executive Board. (Synthes:ﬁéd)

anslaled to Measureable Objectlves and

Complete |:

- Status i
3 resentecf to

in the fare collection system removes the ability of each of
Foothill Transii’s cperations coniractors 1o maintain their own
data without being able to view and/or modify the other

4. Agency Separation: The elimination of agency separation

Metro believes this item is completed based on delivering a solution, however has
indicated they would continue to work with Foothill Transit towards a successful resolution,
Foothill Transit will need to take the next step to work with the vendor, Cubic
Transpartation on moving forward with this aiternative. At a recent meeting with Metro, it

Saiety and Secumy éeam hag performed he!d testmg rsultsng i saufaclory resuits The ':

contractor's data, was noted other agencies may be interested in agency separation and cost sharing should /272010
be explored. Metro was alse willing to assist with this issue. be willing to share in the costs. 50% -
This item is closed provided Foothill Transit is willing 1o pay for the needed modifications. 100:/
“
Complete
The next step is for Foothill Transit to determine the specilic elsments of agency
separation needed to allow qur contractors to update facility-specific data. The cost related
to this modification, estimated at $150,000 could possibly be shared with other agencies or 072412010
Meatre should they find a need for agency separation.
Cubic has given Metro a rough order.of magnitude estimate of $150,000 as the cost fora- soiutlon.__-
Metrois currenl!y in dascuss;ons with Cubic and has md:ca!ed 1hat ihiS will ;be advancedasa R
regional issuz-and rol Anissue’ spec ific m Fooihm T pen pendmg documemat 1820107
from Metro todh 1e{fect' = S
5. Handheld Validators (HHVs): The implementation of the Reinstate rear door boarding by deploying & 6/25/2010
TAP card efiminated the visual inspection option requiring a Handheld fare inspection device, Metre will work
card reader (HHV) to determine validation. The two HHVs with Foolhill Transit on the deployment planning  [Metro has confirmed that the mobile phone validator (MPV) is configurab]e for Foothili
contained in the original purchase (Foothill Transit wanted {o for the newly designed hand held validating Transit operation, TAP operations staff will meet with Foothiil and field test a unit. Should
purchase an additional five units) were no longer available. devices, this solution be acceptable, Metro will provide Foothill with cost estimate for devices and 7/30/2010
Because of the unavailability of the HHV, Metro loaned Foothill data plan.
Transit six HHVs which unfortunalely did not work on Foothill
Transit's system causing he suspension of rear-door boarding Miscommunicatior: prevented Foothill Transit form secaring MPVs for testing. Metro has
and “proof of payment” on Silver Streak service just prior to furnished detailed instructions on the steps to be taken aflowing Foothill Transit to receive
! . i 100% 8/27/2010
TAP implementation. MPVs for testing.
Complete
Metre has completed testing and has stated they will deliver the MPVs 1o Foothill Transit
on September 24, 9/24/2010
Metro has completed testing and has scheduled staff traing on: Cotober. 28, at which time o
the MPVS were: distributed to Foothill Transit's Satety and Secunty 1ear foresting. Ourr R
CA1412/2010 0

6 Farebnx Stalls: Dur:ng the testmg of: the, farebox pnor_to

| Software: Modification to'be loadad onto:Foothill -
Transq Sty ke :
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Schedule A

Lo Statug
Presented to:
CExecutive:’

E oa' d (lnsert'

6a, ShortFare Key m_o_n_itgring'

report 1o momtor the use’ of the: “Short Key“
1unct|cm WhICh Ioaded cash omo the TAP can

Meto hag: provided.
the: usage of the: “S’n
f

7. Update/Change/Modify Fare Tables; Foothill Transit
currently does not have the ability to establish, test and
Implement changes in Foothill Transit business rules, e.q. fares,
transters, types of fare. This now requires a third party {ACS) to
implement these changes. Metro will assume the responsibility
to enhance the business rules for software and fare table
changes and ensure the Regional Business Rules are
approvedfimplemented for the Regional TAP program.

Ensure timely and accurate fare table changes

and formal notification of software or
configuraticn file changes by enhancing the
procedures in Section 16,2 of the Business Rules
document. it shail be Metro's responsihility to
ensure the approval of the Operating Rules of
TAP participants.

During the cﬁlscuss;on and meetmg on May 24, Melro and Foothill drscussed the Regional

design rules ihat had been set several years ago, having only TAP make changes to all
Fare Tables. This is due 1o the Regionally shared database for ail smart-card transactions
(not cash data which is agency specific). At the meeting the objective reflected this
understanding. (see objective language 10 left)

Te this end, the current procedure, established in Dec. 2008, {single form with 30 day
notification for any changes.) has been enhanced. At the TAP Enabled Users Group
Meeting held June 3, 2010, a new agency-spscific sign-off Fare Table Change form thai
encompasses all of the lessons-learned since December 2008, has been created and was
shown as an example at the TAP Enabled Users Group. The next step is lo create
separate forms specifically for each agency. These will be incorporated into the TAP
Cperating Rules, Section 16.2.

Two slep process:
1} Fare Tabie Change Form has been enhanced and completed.
2} Vetiing of the Operating Rules — Meeting {July 21) with all current TAP participants.

Last month the Los Angetes County Municipal Operators Agency (LACMOA) reviewed the
Regional Operating Rules. Their comments were {o be forwarded to Metro for the
preparation of a redlined document, which was 10 be been sant 1o the Regicnal TAF
Enabled Users Group. The LACOMA comments were not received until the week of
August 168" This required rescheduling the Regional TAP Enabled Users Group review
meetings to early September. The redlined documents have been received and two
meeling have been scheduled (o review and comment on the redlined Regional Operating
Rules.

The recent procedures implemented to complete the June fare changes has been
expanded 1o include all fare table changes/modifications with defined procedures and
timetnes to assure requested changes have heen compieted. This will include required
sign-offs and back-up documentation to track changes to the Nextifare system. A final sign4
off will be required acknowledging the changes/modification were completed satisfactorily

An updated "Regional TAP Prorgam and Service Genter Operation Rules document was
distributed to TAP Agencies (Those operating TAP equipment) and other interested
partied at a September 14 meeting. These agencies were direcied to review the
documentis and furnish comments prior to Cetober 22 te allow for the prepartion of another
draft document for review. Foothil has review the document and furnish comments prior
to the Oct 22nd deadiine.

100%
Complete

8252010

F301201C

8/27/2010

9/24/2010

10/25/2010
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7. Update/Change/Modify Fare Tables: Foothill Transit
currently does not have the ability to establish, test and
implement changes in Foothill Transit business rules, e.g. fares,
transfers, types of fare, This now requires a third party (ACS) to
implement these changes. Metro will assume the responsibility
{0 enhance the business rules for sofiware and fare table
changes and ensure the Regional Business Rules are
approvedimplementead for the Regional TAP program,

Metro establ shed a processiprocedure to.allow changes/modification. tﬂ be 1o an agency’s.

fare tables These procedures allowed for: Amely changes!modlf:cat:ons that are gasily; -
monatored The rocesg ing! approvalsfauthonzahon ‘by:both Metrorand the’ agency
accompamed w:th back-up documeniatlon sup fing the: mquested changes and: the f:nal

1152010

8. Notification of software configuration changes: A system
needs to be established giving Foothill Transil the abllity o
review and approve regional software configuration changes
that affect farebox functionality. Written documentation should
be provided to Foothill Transit and signed off by senior
management prior o Implementation of any operational
software changes. The Regional Business Rules will be
medified to include formal alerts to all TAP agencies when any
medification is initiated that could affect a TAP agency's
operations. As stated previously, Matro will assure the Regional
Business rules will be modified to address this concern and be
adopted by TAP agencies.

‘Regionatl Business:Rules:
9. Electronic TAP fransfers: A process is needed {o allow for
a simplified method of loading transfers on TAP media which
are accepted by all TAP agencies. Options include loading
transfers on TAP cards, Limited Use Smart Card and printed
transfers an media dispensed using a Ticket Reader Input
Machine (TRidM) that can be visually inspected by all agencies
accepting transfers. Metro will ensure the Regional Business
Rules are adopted including enhancements dataiing the
acceptance of TAP Transfers,

Ensure timely and accurate fare table changes
and formal notification of software or
configuration file changes by enhancing the
prosedures in Section 18.2 of the Business Rules
document. It shall be Metro’s responsibliity 10
ensure the approval of the Business Rules of
TAP participants.

Process is needed to aliow for all agencies to
accept transfers on TAP media by developing &
deployment plan using Limited Use smart cards
as a method of transfer and ensuring the
approval of the Business Rules of TAP
participants.

see #7 above

sae #7 above

see #7 above

see #7 above

see #7-above; Inaddition. Foothill. |s moitoring the procedures curréntly baing impmented - -
by Meir n‘ AP0, Sare ’mplementeci as-directed with appropriale
authorizations ‘and finalized: fare table schedules are. produced for- futrus fare 1able

see #7 above

see #7 above

see #7 above

Metro has indicated thelr desire and intent for the Regional TAP Operating Rules be
adopted by the regional TAP agencles (agencies currently operating TAP tareboxes).
While some movement has been made at a July LACOMA meeting, litle if any has
occurred since then. Modifications to the Regional TAP Operating Rules are needed to
address regional transfer issuance and acceptance. A meeting has been scheduled

September 30”‘ for the TAP agencias to review the proposed changes/modifications.

B/25/2010
7/30/2010
100% 8/27/2010
complete
9/24/2010
11272010

Transfer usage and acceptance between TAP agencies has been incorporated in the
Regional TAP Program and Service Center Operationg Rules. Please see ilem #7 for
additional details

6/25/2010
7/30/2010
8/27/2010
9/24/2010
75%
complete
11/12/2010
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; Transiated o Measureabie Ob;ectlves and
Act:on Steps (D:scussed by Both :

feeting (6-24-10)

Status Narrativ

Status

'Presented to_.

8. Electronic TAP transfers: A process is needed to allow for
a simplified method of loading transfers on TAP media which
are accepled by all TAP agencies. Options Include loading
transfers on TAP cards, Limited Use Smart Card and printed
transfers on media dispensed using a Tickel Reader Input
Machine (TRIM) that can be visually inspected by all agencies
accepting transfers. Metro will ensure the Regional Business
Rules are adopted ncluding enhancements detailing the
acceptance of TAP Transfers.

;A process/procedure is needed to
issua POP receipts. Options for the POP include loading POP
on TAP cards, Limited Uise Smart Card, and printed media
dispensed using a Ticket Reader Input Machine (TRiM;).
Simitarly, the use of paper tear-off transtfers needs to be
minimized ic the greatest extent possible. Metro will jointly
develop with Foothili Transit a deployment plan using Limited
Use Smart Cards as a method of POP.

Proof of Payment needs to be issued for the
cash customer on Limited Use {LU) Smart Card
by jointly developing a deployment plan for use of
Limited Use smart cards as a method of Proof of
Payment for the cash customer.

The Fleglona! Operahon rules have besen’ compieted and are schedu!ed 1o be presented to

reg:onal pohmes/rutes w:il ao‘dress the workmg re!atlonshap between commllted agencxes
inc udang the issuance; and acceptance.of: transfers Staft w‘l! contmue 16 work with’ Metro
and other agencies, commstted {0 the TAP program to. estab H: 'ehe regmna! TAP pohc;es

1l 1he General Managers at the'next General Manager g meetmg {Mumc:pal Operaiors :

Metro is going to Board of Directors on July 22, 2010 with recommendation for award of
purchase of TAP fare media to include limited use smart cards.

Melro has compieted the purchase of limited use TAP cards which may be used for proof
of payment on our Silver Streak service, The use of limited use TAP cards would require
successful testing of the Mobile Phone Vaiidators (MPVs) indicated in item 5 above. Rear
door boarding requires *proof of payment” that can be verified by our safety and security
team. This process could be accomplished by issuing cash customers a limited use TAP
card containing thelr purchased fare transaction that can subsequenily be reviewed by our
salety and securily team using MPVs, Metro believes all the needed parts to successfully
implement “proof of payment “are availabie and now only requires testing of the MPVs.

100%
complete

Ttesting of the Mobil Phone Validators {AKA HHVY) has been completed saifactorly by cur:;
Safety and: Secumy Teeam With the comple icn of this testmg all'6f the components:
necessary are avaa!able and funcnonai for-the implemeritation of. “Procf.of of Payment”.

A2/15/2010°

6/25/2010

TI30/2010

8/27/2010

9/24/2010




FOOTHILL TRANSIT

TRANSIT ACCESS PASS (TAP) - SIX MONTH
REVIEW

Executive Board Meeting
January 28, 2011



TAP CRITICAL ITEMS

ltem Description

1 Reconcile Farebox Revenues to
NextFare System

2 Security
3 HummingBird Interface
4 Agency Separation

5 Handheld Validators

Action

Results within product
specification plus or minus 3
tenths of a percent.

Reports were created to track
activity.

Staff is continuing to work
with Metro to modify reports.

Metro has agreed to include
as a regional funded item.

Mobile Phone Validators
(MPV) have been successfully
tested.

Percent
Complete

100%

100%

65%

100%

100%



TAP CRITICAL ITEMS

Iltem

10

Description

Farebox Stalls

Updates/Changes/Modify
Faretables

Notification of Software
Configuration Changes

Electronic TAP Transfers

Proof of Payment

Action

Software was updated and
tested. Stall Eliminated.

Forms/reports were created
to track /authorize changes or
modification.

Forms/reports were created
to track /authorize changes or
modification.

Regional policies have been
developed, waiting for agency
ratification.

All needed functionality is
available to implement.

Percent
Complete

100%

100%

100%

65%

100%



RECOMMENDATION

Provide direction regarding Foothill Transit’s
ongoing involvement in the TAP Program



